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ABSTRACT

Leadership Development in a Midsize Nonprofit Midwestern 0rganization
Casey Fuerst

August, 2015

Thesis
Leadership Application Project

Non-thesis [ML597) Project

x Action

Research IMLSBBJ Project

This action research project addresses the leadership development challenges of
a

midsize nonprofit in the Midwestern region of the United States. By looking at

the first two phases of the program offered, the state of information on other

similar organizations leadership development efforts, the state of information on
mentoring options, and the application of Kouzes and Posners [2012J leadership
theory of Exemplary Leadership, the project lays out the plan for the third phase
of development.
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INTRODUCTION

Today's professional world is shifting from a model of one person or a small group
of people holding all of the power in an organization to where power and decisions
are dispersed. Leadership can and does come from throughout the hierarchy.
"The notion that there are only a few great people who can lead others to
greatness is just plain wrong. Likewise, it is plain wrong to believe that
leaders come only from large or great or small or new organizations, or from
established economies or from start-up companies. The truth is, leadership
is an identifiable set of skills and abilities that are available to anyone. It is
because there are so many leaders

- not so few - that extraordinary things

get done on a regular basis in organizations, especially in times of great

uncertainty" [Kouzes and Posner, 201-2, p. 30).
It is this very idea that played out in 201,2 in a midsize, Midwestern nonprofit
organization. Growth was happening and the culture was strong to support
changing model of leadership

a

- from small projects to working through larger

strategic objectives. The value of leadership coming from multiple people was
obvious and moves were being made to encourage the whole staff to see themselves

in these roles. Responsibilities were shifted and shared differently to support this
idea. The time and effort to make the employees and the organization stronger by

implementing this idea was significant and had a fair share of challenges.
A significant part of the solution involved leadership training, and materialized in

the form of a two-year leadership development program for select employees. The
program was run in-house, but the workshops were facilitated mostly by local
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University personnel. Because of this connection, participants would have a higher
level of learning, outside resources and, if they finished the program, a Certificate in
Leadership from an accredited University. The program was a success. A second

two-year program has now begun with some modifications. This program involves

two other nonprofits in the same industry,

as

well as the original organization.

These two new organizations are similar size and share many of the same values

and cultural expectations. Each organization has six to eight employees participating

in this two-year program, Workshops rotate locations so that each organization
takes turns hosting. Each workshop is two days in length and is facilitated by
professors in Augsburg College's Master of Arts in Leadership Program. Phase two
of the program has just begun.

Our organization has dedicated significant time and resources to the leadership

development program. We choose to continue with phase two and beyond of this
program because we see great growth in employee engagement, retention and

bottom-line of our organization. In addition, employees have stronger relationships
across departments and morale has improved. Those who have been through the

program are now challenging others to do better and work smarter. In class number
two, we already see the value of a larger network that exchanges ideas and
encourages one another. This is a program that our leadership team, from the
Board of Directors to management, support and want to see continue long into the

future.

B

The leadership team, in deciding to do the first and second programs discussed the
risks. We might invest in people and then they will leave. This is a significant

investment of the organization's resources. It might not pay off in equal value. [n
discussing these factors, and mitigating the risks as much as possible (requiring a

two-year commitment of participants, managing the budget well), we decided to
move forward.

METHODOLOGY

In explaining this program, its evolution and its future, I will employ the following

methodology. First, I will offer a review of the history of the program and explore
whether or not the current model - from time length to facilitation - fulfills the
expectations and desires of the organizations involved. Then, I will look at the

content of the program and determine if it is the best formula for success. The

literature review done for the project, surveys completed by past participants and
supervisors and the leadership model presented by Kouzes and Posner [2012) will
help inform the answers to these questions. The literature review will focus on

answering several questions: Does leadership training in a nonprofit continue to
have value? What format will be most successful? Should the program include a

mentoring component? If so, what format would work best? Surveys of past
participants and their supervisors will seek to determine where value was found in
this program and where it could have been stronger. Finally, Kouzes and Posner's
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(2012) model of and exemplary Ieader will fill in the gaps to create a more wellrounded program.

BACKGROUND

The Organization

The organization running this program is a midsized non-profit based out of the

Midwest. The mission of this organization is three-fold. First, the organization
provides summer camp programs through two residence campsites. The summer
camp programs serve more than 2,000 youth annually. Second, the organization

provides conference and retreat facilities and services enabling guest groups to
accomplish their goals. This division serves more than 20,000 individuals annually.
Finally, the organization seeks to provide leadership development programs,

primarily to faith-based partners [congregational leadership, agency partners,
volunteers, young adults through summer staff positions, etc...).

The organization operates on an annual budget of approximately 2.5 million and has
30 full time equivalent year round staff and 70 seasonal, college-age summer staff.

It is considered one of the larger of its kind in the United States and a leader in
progressive programming, sustainable development and leadership programming.
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Recognizing the Problem
This organization has lived out its mission strategically for many years, basing the

work off of a strategic plan developed by staff and board leadership. The current
Strategic Plan was completed in 2009 and called for the following:

L.

Strategy: Create leadership programming that attracts people to all
facilities.
Outcome: Maximizing facilities usage during "off peak" times during the
week while offering spiritual retreats.

2.

Strategy: Develop, train, equip and support all staff members.
Outcome: Leaders will be well-trained, with a sound theological base,
spiritually strong and great ambassadors for the organization.

3.

Strategy: To provide leadership development and support opportunities
for executive and management staff.
Outcome: Executive and Management staff will be better equipped for
their work and excited for ministry using the best practices in their work.

4. Strategyr

Create succession plans for the Executive Director and key
leadership positions.

Outcome: Stability for the organization.

Between 2009 and 2 01.Z,little had been done to work on these strategies. But, more
pressing issues were occurring that forced the leadership team to address these

directives. In the summer of 2012, several things were happening that were causing

frustration. First,

a

junior employee had been given several small projects to manage

with some only basic instructions. With each of these projects, things fell apart.
Deadlines were missed. Communication was lacking. Quality was weak. The budget
was mismanaged. This employee's job was in jeopardy. Everyone was frustrated. At
the same time, a similar situation had played out in another department. In this

situation, the employee chose to leave. When hired, she had great potential and
passion for the position and the organization, but over the short year she was with
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the organization, her passion and potential fizzled. By the time she left, it was

mutually agreed that this would be a good move for both her and the organization

As leaders looked at these issues and others that had happened in the past and were

happening presently, it quickly became clear that a great source of the problem was
lack of training. As managers of these individuals, leadership assumed that they
came in with a set of knowledge and skills related to working in a professional

organization, Things like time management, project management, creating

a

proposal and presenting an idea were understood to be universal skills. As the
management team assessed the situation, they acknowledged that this wasn't true.
Every person on the staff, whether directly out of college or a seasoned professional,
came to their position with various understandings of these functions. Even the

individuals that did understand functions such as these performed them to their
own standards, not standards set by the organization.

THE PROGRAM

- STAGE 1

As the Ieadership team looked at the challenges in front of them, as well as the

directives from the 2009 Strategic Plan, it quickly became clear that they needed to
develop this training program. The training needed, however, was not just for the
younger, less seasoned employees, but for people across the organization. There
needed to be a new standard set for the expectations related to functions such as

AngBburg College Llbrary

t2
these, throughout the hierarchy of the organization. Newer, younger employees

needed to learn these things for the first time. Older, more seasoned employees
needed to learn them so that they could live up to the same expectations and help

teach others. Further, as we assessed the areas that needed training, w€ discerned

that they all fell in the category of leadership development. Because of this
distinction, the training would not only fulfill a need in our staff, but it furthered our
mission in the area of leadership development.

One of the first things we did was define our intended objectives of the Leadership

training program:

.
.
.
.
r
.
r

Development and polishing of leadership skills
Stronger leadership throughout the organization
Stronger retention of employees
More employee buy-in to the Mission, Vision and Values of the
organization
Stronger culture of creativity and teamwork
New group dynamic amongst participants - that leads to support for
each other, innovation, and retention
Greater leaders in our synod, communities, and churches.

Once this basic rationale was laid out, planning the

training experience was fairly

rapid. In the fall of 20LZ,l put together the plan for our first class of Leadership

U,

the formal name of our training program. The plan laid out the application process,
selection committee process, workshops, facilitation, budget and projected
outcomes,
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Application and Selection Process

Any staff member who was full-time and had been employed for longer than one
year was encouraged to apply. Part-time employees were not eligible, as they more

often serve as support staff and less in need of the leadership functions that were
being trained. In addition, the cost of the program was significant to the

organization and needed to be restricted to full-time employees. In the initial plan,
application was restricted to those who had been with the organization for more
than a year. We felt that staff members needed at least a year to understand the
organization and show commitment before another layer was added to their work.
This requirement was removed when a newer staff member wrote a letter
expressing her desire to participate in the program and laying out the reasons why
she felt it would benefit her greatly. Her passionate plea and professionalism

convinced us that on a case-by-case basis, less than a year could be adequate.

The application was distributed at a staff meeting in f anuary 2A13, due by February

L5,2013 [See appendix F). Twelve applications were received. A selection
committee was put together to include professionals outside of our organization
that might add input and value to the selection process. This group met, reviewed
applicants and decided to invite all twelve to participate. However, before the
program began, the leadership team rescinded one of those invitations because the
applicant had displayed unprofessional behavior and no longer seemed a good fit
for the program.

1,4

Program Budget & Funding

The initial budget, which stayed largely within the anticipated parameters, was
developed and managed by myself as well as our financial associate.

Leadership U Budqet
Contract with University for
facilitation
Facilities & Meals - Single Day
Workshops
Facilities & Meals - Two overnight
retreats
Additional Partici pant resources
Workshops outside of University
facilitiation
Chancel lor Ad mi nistrative Cost
Leadership Library
TOTAL

$

11,900
$

1,500

$2,000
$ 1,800

$

$7,500
15,000
$so0

Sinqle day workshops $250x6
Two day overnight retreats:
$1000 x2
$200 per person x 9

$7500 per year

$40,200

Grants were applied for and received from two sources, totaling $26,900. The

remainder of the cost was absorbed in the general operating budget.

Program Facilitation and Leadership

The Leadership U program was to have three major components:

.

Nine workshop days facilitated by Nebraska Business Development Center
[NBDCJ, a division of University of Nebraska, Omaha. Through

participation

in these workshops, students would receive a Certificate of Leadership
Development from an accredited institution. The selection of topics and
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workshops would be done jointly by leadership at NBDC and mysell the
Leadership U Chancellor.
o

Three workshop days facilitated by individuals with topics reflecting on

leadership through a Faith-filter and nonprofit-filter. These workshops

facilitators and topics would be organized by myself.
a

Mentoring: each participant was to identify (either by themselves or with
my help) a mentor and establish a relationship and consistent

communication with them throughout their two years.

The twelve workshops days would be spread over two years, in one and two-day

quarterly workshops. Once per year, the group would do an overnight retreat - for
the purpose of extended learning time, fellowship and networking.

Each workshop day started

with a20-30 minute devotion, led by a leader in the

network. The intention, besides beginning the day with a focus on scripture, was to
elevate the level of the program by showing participants the support they have
across our networks. Devotion leaders included the bishop of the synod and CEOs

from partner agencies.

Program Execution

The following are the workshops that were included.

Workshop
Project Management [2 day)

Topics
Basics of Project
Management

Leadership
NBDC

L6

Strengths-based Leadershi p
(L

/2

dayJ

Leadership & Self Deception

(1/z

dayJ

Prioritize or Agonize (UZ
dayl
Running Productive
Meetinss (1/2 dayJ
Managing Conflict at Work
(1 day)
Secrets of Dynamic
Presenting (1/? day)

Understanding Financial
Tools [1 day)
Ethics in Leadership [L day]
Business Writin g, (L / Z dayl
Coachin s. (t /Z dayl
Communicating with
Stakeholders tllZ day)

Building 4-dimensional
teams [1 day)

Strengths-finders

Individual contract

assessments

Arbinger Institutes'
book, Leadership &

Individual contract

Self Deception
Time management

NBDC

Running meetings

N BDC

Healthy
communications in
conflict
Delivering
professional
presentations
Looking at the basic
financial tools of a
nonprofit orga nizatio n
Using Christian ethics
to lead
Writing proposals
Supervisory skills
Communicating with
Stakeholders
Encouraging and
celebrating different
personalities and style
of team members

N BDC

NBDC

Individual contract

Individual contract
N BDC
N BDC

NBDC
NBDC

The first class of Leadership U completed its work in the Fall of 2014. The nine

participants that completed the program all continue their employment as of this

writing in summer,Z015. The success of this program was strong, but the
organization doesn't have enough internal candidates to do the same program and
the same format again. Leadership explored several options, including opening the
program up to partner agencies and organizations. Through conversation, the
potential partners were supportive and indicated interest, but not in the immediate

17

future.

One organization liked the idea so much that they planned to start

instead of participating in Leadership

their own

U.

PROGRAM DEVELOPMENT

- STAGE 2

As the first class of Leadership U was in their second half of the program, a plan was

created to start the second class. In exploring the strengths and weaknesses of the

first program, we decided to open up the program and expand to include other
similar organizations across the region. This program was adapted based on what
was learned throughout the first program. First, the mentoring component of the

program was removed. The mentoring program was weak in the first class, and until
we can invest significant time in developing a new mentoring program, we didn't
feel it was worth including. Second, two other organizations in the region were

invited to participate. These organizations were chosen because they are similar
size and carry similar functions, values and culture. Because all three organizations
have retreat facilities on site, the workshops

will rotate, allowing each organization

to host one per year. Each gathering will be two to three days in length. The

facilitation of the entire two-year program will be done by Augsburg College Center
for Leadership Studies. By combining the three organizations, the value of the
program also includes networking, sharing of ideas and supporting one another in

a

unique way. Employees of this program see their participation as a perk and benefit

1_B

of their positions and seem to be finding ways to maintain connections with one

another, across organizations.

Morgan (2015J created an extensive curriculum for this new program. The

curriculum had three phases. Phase one focused on identity. When leaders
understand who they are, their core values, vocational calling and strengths, they
are more confidently equipped to do the work. This phase of the program provides

tools for participants to learn and discover these things about themselves. The
second phase centers around purpose. By understanding and articulating who we

serve and how we service them, we align our mission with our daily work and can
express our desired outcomes. This phase also allows for time and space for

participants to explore functions of leadership such as project and time
management, team development and emotional intelligence. The third and final
phase focuses on stewardship. Leaders are charged with faithful development and
use of resources

- time, human resources, money.

By intentionally creating a plan

for personal leadership and organizational growth, supported by strategies for
financial development and expenditures, these leaders will be equipped to move to
the next stage of their personal development and organizational growth [See
appendix

GJ.

Each retreat includes B-1,2 hours of workshop time, evening and meal times for

networking and host-site time for education or entertainment. Participants are
expected to commit to the full two-year program, participate in all retreats, come

L9

with an open mind and engage with other participants. The sponsoring
organizations are expected to support their participants fully in this process. This
second class of Leadership U will be completed in early 2017.

The breadth of learning from the first class, and now the second, will help to inform
the future of the Leadership U program. In addition to the hands-on learning, the
state of information about training programs like this one in other nonprofits and

leadership theory will help also drive the next program. By exploring the state of
knowledge in a thorough literature review, we can better understand principles and
practice that have worked and not worked for other nonprofit organizations.

LITERATURE REVIEW

As our organization considers the next stage of our leadership development work,

it

is important to discover the state of professional development in non-profit

organizations is at the present time. What can we learn from other programs? We
have also identified the mentoring component as a weakness in the first program,

but believe it can have value if implemented correction. What models for mentoring
might be a good fit for this program? As we approach the future two questions seem
to be uppermost? What is the current state of professional development programs
in non-profit organizations? And what is the state of our knowledge about the
success and failures of mentoring programs conducted in

non-profit organizations.
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Leadership Development Programs in Nonprofit Organizations

Stahl [2013) makes the case for why nonprofit organizations should be investing in

their talent pool. Stahl [2013) argues "people are the primary asset that drives
performance in the social sector, but despite their importance they are undersupported" [p. 35). Literature widely agrees that it is critically important to offer
leadership training to nonprofit professionals, but is more often than not, absent
from the organizational structure. Shahl [2013) says that the pool of talent in

nonprofit work is overworked and underpaid. On top of that, since "people are the
prerequisite for almost all forms of capacity" [p. 41), these individuals continued to
be asked to do more with less and very seldom is work taken off their plate to

accomplish new projects. When this happens, younger workers are leaving to start

ventures of their own. According to Austin, Carnochan, Regan, Samples & Schwartz
(201,1J,

limited training opportunities are available in nonprofit organizations

today. Often times in this field, individuals move up through the ranks to fill

leadership positions. However, these individuals have not received additional

training or support in these promotions. Missing skills

as these

individuals move up

include "management technology, leadership skills, organizational change, decision
making, management of diversity, cultural competence, program monitoring and
accountabil ity, fi nancial management, personnel

ad m i ni

strati o n, and sup ervision"

(Austin et al, ZAIL, p. 260J. Executive level leaders are often the reason training is

minimal or not happening at all.

2L

"Some executive directors feel they do not have the marginal funds to do
so. 0thers fear that if they invest in the development of

their staff, those

individuals will simply leave once they are developed. This twisted logic
is a negative loop that leads to a majority of nonprofit professionals

feeling that their organizations do not invest in them. On the other hand,

the act of providing talent funding sends a clear message that the funder
and the executive value the people on the team, with a high likelihood of
increasing morale, performance, and retention" fStahl, 201,3, p. 41].

According to Wei-Wen & Yung-Cheng (2015), an organization's training of its
employees is so closely connected with increasing capacity, organizational
effectiveness and service quality that "workforce learning has become

a

fundamental need for organizations that face a quick-changing world growing more
complicated by the day" [p. 25). Austin et al (2011) also believe that training for

nonprofit professionals can increase individual and organizational capacity.

ln studying small nonprofit organizations in Taiwan, Wei-Wen & Yung-Cheng
(2015) found that training practices in nonprofit organizations [NPOs) is not often
systematic and largely informal. Because human resources to manage training

programs as well as financial resources to fund training are both short on

availability for most smaller nonprofits, the training that they offer is either through
other organizations or informal, through learning on-the-job. Informal training
refers to training that is "primarily in the hands of the learner" (Wei-Wen & Yung-

2.2

Cheng, 20L5, p. 2B). Formal learning refers to classroom training, formal structures

and skilled facilitation. Wei-Wen & Yung-Cheng [2015) suggest that NPOs must use

the resources, human and financial, that they have and make the best of the training
available to rhem. When designing the training program, the NPO must rely on "on-

the-job-training, such as mentoring, apprenticeship, group discussion and work
meetings (horizontal and vertical departments). Furthermore, team-based action

learning and problem-solving discussion, although often informal, become a critical
way for employee continued development" [p.37]. Because most nonprofits in this
study had fewer than L0 employees, it was not cost-effective for them to offer their

own training. However, in addition to informal training, they could utilize outside
resources, such as government and educational institution programs, Wei-Wen &
Yung-Cheng [2015) also believe that smaller NPOs, like the ones studied, should
combine their resources to create programs customized for them.

Fink, Klerman, Markovitz & Minzner (2A14) go further in exploring the effectiveness
of capacity building tools in nonprofit organizations [NPOs). Claiming that

organizational capacity is critical to an NPOs effectiveness, they sought to find out
exactly which tools worked best. By looking closely at training tools in five distinct
areas: 0rganizational Development, Program Development, Revenue Development,

Leadership Development and Community Engagement, Fink et al. (201,4) were able

to determine that NPOs who participated in capacity-building training and
development saw significantly higher levels of performance in each of the five areas
Specifically in the area of leadership development, those who received training
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"increased their level of focus on providing leadership and job skill development

opportunities for staff' [Fink, et al, 20L4, pp. 559-560J. This study is very strong
evidence that NPOs can experience higher effectiveness and capacity to serve when

they participate in training and leadership development for their staff members.

The literature reveals that there are many different formulas for success in the area
of leadership training in nonprofits. In addition to Fink et al [2014J's model, Stahl
[2013J suggests three approaches to support nonprofit professional development.
First, programmatic training might include "courses, retreats, coaching and

workshops" [p. 44J. Second, manageria] training might include mentoring, coaching,
performance reviews and stretch assignments. A structural approach would assure

that personnel policies, sabbatical policies, retirement plans and flexible work
structures are in place to support the employee.

Austin et al. (20L1J also believe there are multiple options for training models in
nonprofits. Large group sessions focus on education of specific topics. Small group
sessions can provide training and support in project development, brainstorming

and analysis. Individual coaching/consulting involves listening and responding to
specific challenges and opportunities of the individual. 360 degree feedback gives a
person a chance to get feedback from those inside and outside of their organization.

Action learning projects give hands-on practice supported and supervised by
experts. Simulations offer a chance to practice leadership in role-playing situations.
Finally, organizational inclusion involves other members of the NP0s staff and

Z4

teaches a participant how to adapt their ideas to the realities of the other staff

members' perception. Further, Austin et al. (201-1) say that when creating training
programs, the environment must be a safe place for participants to share and to

experiment with different roles, styles and opinions. This safe space is created by
the facilitator by
"LJ being clear about the purpose of the program and program

expectations; 2J being supportive of individual learning needs and

interests; 3) creating small groups for project feedback that had no direct

reporting relationships in them; 4) modeling how to effectively integrate
person and role by providing organizational examples taken from her
personal, lived learning experiences in management, leadership and

consulting roles" [p. 267)

Brattle (2015J says that emerging trends in leadership training include utilizing
unique and customized training approaches for the millennial generation; providing
structure and systems to support team collaboration; new focus on allowing and
celebrating individual leadership styles; and education on global business.

The literature explored agrees that leadership training in nonprofit organizations is

critical to capacity building. According to Stahl (2013), the value of providing
training and support to nonprofit professionals is clear. Those served by the
nonprofit will receive a better product and level of care. Productivity, morale and
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retention of employees all increase. Employees gain skills that can be used inside
and outside of their jobs.

Mentoring in Nonprofit Organizations

Leadership development requires learning in many different areas. That learning
can come from skilled teachers and facilitators or from more experiences

professionals who have lived the work. These professionals can provide guidance in
a

way that is unique to the learning progress. Through modeling and counsel,

mentors teach mentees. The section of the literature review will explore what is
successful and not successful in mentoring programs for other nonprofit

organizations.

The core capacities of an organization refer to the "critical skills of employees,
management systems, and norms and values" [Abrams, Leonard, Shields & Swap,
2001-, p. 951. It is

important for these core capacities to be transferred to others

-

for the sake of shared responsibilities and for the sake of preparing employees to
move into other positions through promotion or transfer. This transfer of

information can happen formally or informally. Since those in higher positions
usually hold the core competencies, mentoring of prot6g6s is an important tool used
to transfer this knowledge and skill. These mentors "convey knowledge and
organizational routines and management systems...teach norms of behavior and
convey knowledge about the values of an organization" fAbrams et al, 2001, p.97).

Z6

Wilbanks (2014J claims that when people are successful, they often attribute much
of their success to the support and guidance of a mentor. The mentor and proteg6

both receive great value from such a relationship, if done correctly. Wilbanks (2014)
claims that both informal and formal mentoring programs can be successful, but

that a mentoring relationship needs "regular and consistent interaction over some

period" (para. 4). The reciprocal relationship provides opportunities for the mentor
to share her experience and provide advice to the prot6g6. It also provides space for
the prot6g6 to share opinions and offer a fresh perspective to the mentor. This
exchange of beliefs and ideas can have a great benefit to both and is often most

visible when introductions are made by either party to their social and professional
nelworks. These new connections further allow each party to learn from one
another. "This relationship can lead to job creation, increased innovation and
economic development" [Wilbanks, 201.4, para.

BJ.

Allen, Eby, Lentz, Lima & Poteet [2004J say that the benefits of mentoring to the
protdg6 include learning, self-esteem growth and identity development. In addition,
a more experienced mentor can help guide a prot6g6s' career development and

make introductions that help develop the prot6g6,'s network. Allen et al, [2004J

study found that compensation and number of promotions were higher for
individuals who mentored than those who were not. It also indicated that those who
were mentored were more satisfied in their work and were more optimistic about
future advancements. Finally, protdg6s indicated they had greater intentions of

27

staying with their current position than their non-mentored counterparts. The

initial goal of a mentor is to build confidence and trust with

a mentee. When a

mentor spends time pointing out the things the mentee does well, the ability to
perform to the best of his or her abilities improves. Mentors need to encourage
relationships; ultimately they want their mentees to create a network of support,
rather than just the mentor alone. [Fischer-Wright, King & Logan, 2008J

Sandberg [2013J believes in the power of the mentor/mentee relationship.
However, she states repeatedly that in order for this relationship to be mutually
beneficial, both participants must be authentic. Finding the right mentor is very

important, but the relationship can't be forced. The best mentoring relationships are
born out of genuine conversation, care and support for one another. The right
mentor can help a mentee "avoid mistakes - and clean up the ones I wasn't smart
enough to avoid" (Sandberg,20t3, p.67). Mentors also often seek out mentees,

often choosing people they see potential in and know they will work hard. Mentors

will invest in people they believe will receive feedback well and work hard to reach
their potential. Sandberg [2013) cautions that formal mentoring relationships often
fall short when they stand-alone. However, when combined with other training and
development opportunities, they are far more successful.

McCauley [2005) suggests that the traditional model of mentoring, which involves
face-to-face interactions of a senior person fmentorJ and a junior person [prot6g6)
may not be the only successful way to do mentoring. Mentoring may also work in

a
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peer-to-peer relationship, online/virtual environments and in groups. The value of
these types of models can be similar to a traditional method, but may also have

additional benefits, Depending on the learning and sharing style of the individuals,

a

non-traditional method of mentoring may provide for better dynamics. Ultimately,
McCauley [2005) argues that whether traditiona] or nontraditional, mentoring is

very much relevant and important to career development. Sandberg [2013J agrees
and says that informal mentoring can happen anytime. Co-workers, professionals at

networking events and peers in similar organizations can all serve as informal
mentors, offering guidance and advice on professional challenges and opportunities.

Emelo [2011J goes even further by exploring group mentoring as an alternative to a

traditional one-on-one mentoring model. Citing traditional mentoring as "outdated"
and "costly" [para. 1J, Eme]o [2011) says that group mentoring "leverages a few

internal leaders or knowledge experts to multiply the learning in an organization"
(para. 3]. This practice relies on a couple of advisors and experts from inside and
outside the organization to lead classroom-style learning and information sharing.
The impact of group mentoring on individuals and the organization are positive. The
most cited areas of improvement by individuals include "interpersonal
effectiveness, expanding my network and leadership skills" IEmelo, 2A01,, para. 11J.

Interpersonal effectiveness refers to the ability of the individual to relate to his or
her peers. Group mentoring teaches and practices this skill intentionally. Expanding
one's network through group mentoring happens because the group often includes

individuals outside of the student's daily interactions. Finally, learning leadership

Z9

skills in a group-mentoring situation was cited as a top area of improvement
because individuals felt like they could both learn from others and practice their

skills in this safe environment [Emelo,201U. For the organization, group mentoring
has equally as positive a value. Organizational leaders felt that the greatest values of

this type of mentoring were in "understanding/helping another person understands
a

different point of view; improving my relationship with leadership; assisting in the

development of another; and providing or receiving encouragement/support to or
from another" [Emelo,201,1, para. L6J. Emelo [2011) cautions that in order for
group mentoring to be effective, the environment needs to be safe and positive; the
topic must be relevant; and the discussion must stay on target.

Group mentoring is a good alternative to a traditional mentoring model when
budget and time constraints limit the ability of an organization and individuals. It is
also a good option for multi-generational audiences, as "older workers respect the

expertise of group advisors but younger workers want a more collaborative, open

environment where questions are welcome and dialogue is generated" fEmelo,
20L1,, para. 26).

Shahid GAL5J explores a different nontraditional approach. She believes too much
emphasis is placed on finding the right mentor. In fact, professionals are so eager to

find an experienced mentor that can make the right introductions, that they are
missing less obvious opportunities for relationships right in front of them. Shahid

[2015) says that "friend-tors" are often those peers at a "similar level of success or
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achievement" fpara.2J. These people can give sound advice and encouragement and
a collection of them create a community of support

that many people need to move

forward in their professional lives. Shahid [2015 saysJ "stop seeking mentors in the
hopes that they

will 'lift'you up. Instead, go out and create a community that will

push you, support you, and teach you" fpara. 4).

Mentoring, whether formal, informal, traditional or nontraditional can also present
challenges. Fischer-Wright et al, (2008) point out that it can be tricky to teach
empowerment to a mentee if that person's system doesn't support it.

"'l'll empower them,'they often told themselves...instead of just telling
people what to do. But as they tried...they learned that the system around

them doesn't support empowerment, in spite of the rhetoric that'people
are our most important asset.'...despite preaching empowerment, their
company operates by giving and taking orders" [Fischer-Wright et al,
2008, pp. B0-81J.

The application of the state of knowledge surrounding leadership training programs

in nonprofits and the variety of mentoring model options will inform the future of
Leadership U. In addition, the application of Kouzes and Posner's [2012J theory of

exemplary leadership will help to create a stronger, well-rounded program. The
model of exemplary leadership teaches that leaders come from throughout an

organization, and must be equipped with the Five Practices of Leadership.
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Application of Leadership Theory

The Five Practices of Leadership, according to Kouzes and Posner (2012) are "Model
the way; inspire a shared vision, challenge the process, enable others to act,
encourage the heart" (p. 151. When one practices these five principles, they can be

what Kouzes and Posner [2012) call an "exemplary leader" [p. 16).

Kouzes and Posner [2012J say that exemplary leaders know that they must model

the way by knowing themselves and their values well and they must live them every

day.Authentic leadership is critical to modeling the way. tn addition, you must
affirm the values of others. What you say and what you do must be consistent.
Inspiring a shared vision means finding out how the passions of those you work

with match the mission of the organization and inspiring them to use their passion
for the good of the cause. Oftentimes, this is done by showing them how you are
using your own passions for the same cause. When a leader challenges the process

they are not content with the status quo. "Not one person claimed to have achieved
personal best by keeping things the same" (p. 19).Whether the leader challenges

a

daily task or a major initiative, they are seeking to do better and find innovative
solutions to new opportunities. Active networks of support, seeking new

opportunities to learn and keeping an eye on trends can keep a leader better
equipped to challenge the process. However, when a leader takes risks repeatedly,

failures are inevitable. Leaders can't be afraid to fail. Instead, Iearning must be the
goal.

a
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Further, Kouzes and Posner [201,2) argue that a team effort requires everyone to
participate fully. An exemplary leader empowers all members of the team to do so.
Through trust and strong relationships, team members can be confident that they
are enabled to act and supported in their actions.

"Constituents neither perform at their best nor stick around for very
Iong if you make them feel weak, dependent, or alienated. Giving your

power away and fostering their personal power and ownership will
make them stronger and more capable. When you strengthen others

by increasing self-determination and developing competence, they are
more likely to give their all and exceed their own expectations" (p.
22).
Good leaders turn their team members into leaders themselves.

Finally, exemplary leaders encourage the heart fKouzes and Posner, 2012).
Leadership means knowing and encouraging the heart of others. Recognizing and

celebrating accomplishments of others is one way to do this. While some individuals
might feel best about their accomplishments being celebrated publicly, others may
prefer a private one-one-one thank you and conversation about their success. A
leader must know and respect the preferences. Either way, when leaders celebrate
the values and the way those values played out into actions, they are encouraging
the heart of others.

...,
JJ

Exemplary leaders have the power to make a significant difference in the lives of
others. And, since workplace engagement and commitment of employees is largely

influenced by leaders behaviors, the success of the organization is impacted as well.
Kouzes and Posner [2012J claim that a

"leader's actions contribute more to such factors as commitment,

loyalty, motivation, pride and productivity than does any other single
variable. Personal and organizational characteristics of constituents,
in contrast, explain less than

1-

percent of constituents' engagement in,

commitment to, and pride in their workplaces." [p. 25]

The literature review seeks to answer two areas of questioning: First, does

leadership training in a nonprofit continue to have value? What format will be most
successful? Second, should the program include a mentoring component? [f so, what

format would work best?

FINDINGS

In addition to the literature review, surveys given to program #1 participants and

supervisors provides some insight to value of Leadership U programming and
outcomes.
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Literature Review Findings

From the literature review, I have learned that leadership training has significant
value in a nonprofit. While most small to mid-size nonprofit organizations do not

provide such programming, those that do have an advantage over those who do not.
This value comes in the form of better-equipped personnel, higher retention rates,

stronger qualiry of service and higher morale. However, because most small to midsized nonprofits do not have budgets to provide for extensive leadership training,
these organizations may need to look to work with other nonprofits or utilize

programming offered by larger organizations.

Leadership development training has also been seen to be most successful when

providing all three areas: programmatic [classes, lectures], managerial fmentoringJ
and structural (policies and systemsJ. It is also important that participants of

training programs feel safe and encouraged to explore and test their roles in
training and real-world work. When an employee is given training and supported in
their learning through experience, growth is inevitable.

Secondly, I explored the value of mentoring. While the sources almost universally
agreed that mentoring has great value, there was a wide range of models that could
be successful. When a nonprofit organization explores mentoring as a tool, it must

consider the different formats and choose what will work best for the employees,

While one-on-one, long term, consistent mentor/mentee relationships work well for
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some, this format can be overwhelming and intimidating for others. Peer-to-peer

mentoring has been successful when the culture of the organization is positive and
both parties have high levels of emotional intelligence. Group mentoring, friend-tors
and informal mentoring have also seen success. While all of these models have the

potential to be successful, nonprofit organizations must choose the format that is
the best fit for its employees and budget.

Survey Results

The participants of program #1, of Leadership U and their supervisors completed

survey [See appendix D &

EJ.

a

The survey sought to determine if the intended

objectives of the program were me| what components of the program participants
and supervisors found to be most and least valuable; and what ideas and visions
these individuals had for the future of the program. The answers to these questions

will help guide the plan for the third program of Leadership

U.

The initial program proposal laid out the following objectives:
I

Development and polishing of leadership skills

a

Stronger leadership throughout the organization

a

Stronger retention of employees

a

More employee buy-in to the Mission, Vision and Values of the

organization
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a

Stronger culture of creativity and teamwork

a

New group dynamic amongst participants

- that leads to support for

each other, innovation, and retention
o

Greater leaders in our synod, communities, and churches.

Both supervisors and participants were asked what their objectives were before the

program began. They stated that the following were hoped for outcomes.
Better supervisory skills
Stronger connections to co-workers
Communications skills
Personal strengths

Working with volunteers
Time and project management

All of the survey respondents believed that participation in the program improved
their ability to do their jobs and that the outcomes were achieved. A supervisor
reflected on the value and said that employees now are "working smarter, not
harder." Supervisors saw the greatest value in the project management training

while participants found training in project management, conflict resolution and
time management to be most helpful. Most employees did not believe their

participation in the program had any bearing on their longevity of employment with
the organization. Supervisors, however, felt that the participants in the program
have stayed and will continue to stay longer in the organization because of this
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training. When asked if participation in the program had any bearing on

participant's relationships with co-workers, nearly all felt that it had a positive
affect. One participant said, "[ feel like I can be more honest in my relationships with

coworkers in a professional [not passive aggressive or angry) way." Another said, "l
was able to learn more about other participants and now we can support each other

in ways that we hadn't done before. I feel closer to those that were in the class."
Supervisors agreed saying they now see "clearer and concise communication" and "[

witnessed these people having new abilities to lead and be more effective in dealing

with people they supervise." Both supervisors and participants were asked if they
believed participation in this program had any effect on how others viewed them.

While most of the participants weren't able to articulate a change in how others saw
them or only saw minimal change, one supervisor said, "it appears that people in
other departments took on greater respect for the people in the Leadership

U

program." Many of the participants said that they are using the skills and
knowledge they have gained outside of their employment. From family, community
and church situations, participants believe themselves to be better equipped to lead

in many non-work groups. Finally, one supervisor said, "Our organization is
stronger and better prepared for the future because of Leadership U." Overall, the
participants in the Leadership U Class number one became and continue to be more

fully engaged in their work and their role in the organization.

3B

From the surveys, I believe that the leadership development program has great
value, While the value did not show itself in retention or longevity of employment,

the growth that the participants and supervisors saw in themselves and others was
strong.

PLANNING FOR LEADERSHIP U, CLASS 3

While the logistics of the third program of Leadership U will remain largely the
same as the second class, new and increased emphasis

will be placed on different

areas in order to more thoroughly apply Kouzes and Posner's [201-2J theory of

Exemplary Leadership. By doing so, the program increase the likelihood of engaging
each participant in a significant way. In addition to emphasizing the five areas of

Exemplary leadership, the program will incorporate a non-traditional method of

mentoring and continued opportunities for engagement after the program ends.

This third class of Leadership U will include the same three organizations as the
second class. A fourth organization may be added, if they are able to travel and

participate fully at the same level as the other organizations. The strong value of

networking with these like-minded and similar sized organizations is powerful and
this is a component that we wish to encourage in a stronger way. The program will
again be spread over two years. With this practice of learning, then practicing and

networking then sharing, we have learned that retention of knowledge is higher and
leadership practices are more understood and bought into. This program will also,
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like the second class, rotate locations between the participating organizations' sites.
By doing so, each team has the opportunity to see first hand how other similar

organizations operate. In addition to learning leadership tools and practices, the
participants learn practical tips, systems and skills from their counterparts in the
other organizations.

According to Kouzes and Posner [201,2), we must model the way by showing others
what authentic leadership looks and acts Iike. Like the first two classes of
Leadership U, participants will range the organizational hierarchy. From the
executive director to a first-career young adult, participants will engage

authentically with one another in a way unique to this program. Because daily
interactions often happen through the organizational structure, different
departments and levels of hierarchy sometimes pass one another over. By

intentionally interacting and sharing ideas and practices related to leadership, the
participants can each model for one another what leadership looks like. This unique
program setting allows for a safe place to share successes and failures.

Kouzes and Posner [2012) say that we must inspire a shared vision by being very

clear about what the organizations vision is and finding ways that it aligns with the

individual's visions and goals. [n Morgan's [2015) curriculum [See appendix G), the

first two retreats of the program are centered around one's identity as a leader. The
second two focus on purpose, helping participants to understand and articulate the

organizations' missions, visions and values. By better understanding our unique
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gifts for leadership and our organizations' missions, we embrace our shared vision
Participants find comfort and value in knowing that their personal values line up

with the organization's mission. They sense and know that their worth in the
organization reaches beyond their daily functions to helping to live out the good

that is accomplished through the organization

as a whole.

According to Kouzes and Posner (20L2),to be exemplary leaders, we must challenge
the process. When we look for holes and find ways to move forward, we innovate
and excel in all thatwe do, Because of the nature and positive culture of the

participating nonprofit organizations, there is a strong foundation of positive
interactions and leadership development. However, it would be nearly impossible to
erase the fear of failure in a project or in a relationship from anyone. Living fear-free
enables growth through innovation, but that is a tough thing to accomplish.

Leadership U sets the stage for improvement in this area. Again, because

participants come from across the organizational chart, training is engrained in each
level of leadership, so the likelihood that it will be continued after the retreats is

stronger than if the training was just for one tier [i.e. middle managementJ. The

training retreats are, themselves, set up to be safe places to share ideas, encourage
new ways of leadership and reflecting on successes and failures. The facilitation of
these retreats guides the process of learning from all experiences in a way that
celebrates the things we have done right and wrong as opportunities to grow and
get better.

4L

We must enable others to act (Kouzes and Posner,2012J. When a person is enabled

to act and possible even fail, without fear of repercussions, they are free to test and
grow their leadership abilities. While Leadership U can teach these principles, it is
very difficult to ensure that they will happen and that all participants will be
supported and encouraged in using their new knowledge and skills. The third class
of Leadership U will more fully embrace this idea of enabling others to act but first

offering guidance to the participants supervisors. By sharing with the supervisors
what the participants are learning, they will be more likely to find ways to enable
them to use these skills and knowledge. A participant in class one of Leadership

U

reflected on the value of what he was learning and how it affected his relationships,
"[ think it let my boss loosen his reins on what I do. He lets me do more things on my

own." As the facilitator of Leadership U, class number three, I will create

a

written

report of each retreat, careful to not compromise the confidentiality of what is
shared during the retreat. This report will be sent to each participants' supervisor

after the retreat with, as appropriate, ideas on how they might enable the
participants further in their positions.

Finally, Kouzes and Posner [2012J say we must engage the heart. When we as
leaders know, embrace and encourage the individual hearts of other leaders, we

strengthen their abilities and the organizations success. The third class of
Leadership will continue on with a retreat format. These retreats are each two to

three days in length and participants have evening time to really get to know one
another. By networking and developing relationships in this way, they are able to
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share more than their jobs. They share who they are and what really matters to
them. When a person feels valued for who they are, their heart is engaged. Further,

when that engagement overlaps with their vocation, passion for their work soars.
While this area is very difficult to measure, qualitative feedback from the second
class of Leadership U has indicated that it is happening.

As we learned in the literature review, the current state of mentoring work is vast

and can look many different ways. While a traditional mentoring model seems to be
easiest to encourage, give guidelines for and measure, it is often overwhelming and

intimidating in nature, especially to our younger participants. Rather than require

a

traditional mentor/mentee relationship, where a more experienced person guides

a

less experienced person, Leadership U class number three

will engage two other

ways of mentoring. First, because of the nature of the program, much mentoring
happens naturally in the retreat sessions. Facilitators of the retreats guide

conversation in way that encourages learning from one another. This will continue.
Second, a peer-to-peer mentoring model

will be set up for between-retreat times. By

pairing an individual in the program with a peer from another organization falso in
the program), the two will be asked to connect with one another between retreats.
At the end of each retreat, the participants will be paired up and given some guided
questions to use if needed to help facilitate the conversation. At the beginning of the
next retreat, those pairs will have time to connect and further talk through their

implementation of the skills and knowledge they have gained. Based on how the
peer-to-peer mentoring goes, adjustments can be made. The original pairs can be
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maintained throughout the two-year program or participants may find value in
changing them with each retreat, to engage further perspectives. By both sharing
advice and receiving advice, participants will receive the value of those sides of a

mentor/mentee relationship.

Finally, the third class of Leadership U will see the beginning of a new element of the

program. Past participants have often shared their desire for future learning and
connecting with fellow participants. This third class will include an official

opportunity to do so. In an annual overnight retreat, participants will be invited to
come together for an abbreviated Leadership U reunion. It

will include a workshop

highlighting a specific area of leadership and lots of time for networking. By doing
so, Kouzes and Posner's

(2012] five areas of practice are further developed and

leaders stay engaged.

Program Budget
Income
Participating Organization

1

$12,000

Participating Organization

2

$12,000

Participating Organization

3

$12,000

TOTAL

$36,000

Expense
Workshop Facilitation fsix two-day

$10,000
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workshops)
Facilitator Travel (six regional

$1,ooo

workshopsJ
Retreat Fees (facilities and mealsJ

$20,000

Participant Resources [educational

$1,000

materials, leadership resourcesJ
Program Coordination (workshop

$3,ooo

arrangements, host site contracts,
suppliesJ
TOTAL

$36,000

IMPLEMENTATION AN D EVALUATION

In the early months of 20 L7 , as the second class of Leadership U is wrapping up, we

will begin in implement this program. We will start with conversation with the class
two participating organizations to gauge their interest and participating in a third
class. We

will also invite input on including

a

fourth organization. We will have

a

separate conversation with our facilitators to assess their continued desire for

partnership.

The program will begin in the Fall of 20L7 and continue through the Spring of 20Lg
Evaluation of this program will be ongoing. Participants, participant's supervisors,
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organizational leadership and facilitators will be invited regularly to provide input
on the program, as a whole program and individual elements. Adjust will be made as

appropriate.

CONCLUSIONS

In summary, Leadership U has been a strong program of training and development

for this midsized Midwestern nonprofit organization. Past and current participants
and supervisors are seeing great value and growth in themselves and those they
supervise. [n the first two classes of participants, growth has been seen in areas of
engagement, organizational commitment and success of participant's individual
projects. While the program falls in line with the current state of knowledge on

nonprofit leadership training, there is room for improvement when we look at more
intentionally applying Kouzes and Posner's (201,2) theory of Exemplary Leadership.
There is also an opportunity to try nontraditional ways of mentoring in this
program. The third class of Leadership U will include these intentional adjustments
as

well

as

two options for added mentoring value.
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Appendix A

NLOM
Ncbraska Iutheran Outdoor Ministries

( arr:l Joy Hr,rllrnc,l C,:rttp, (c-rnf erente & Rt,trcat Cente,r, Aslrl.rrrcl . Sullrr,;rn I'lrll-q ( anrlt io,.lr;r1toli,

lh

Whom It May Conccrn

B.v- rvay' ol'this lcttct'. I am giving permissiort lo Cascy Fucrst t() usc Ncbraska Luthcran C)utdoor
Mints(rtcs as a subjcct lirr hcr Ar:l.ion Rcscarch Prrrjcct 1ffit--5lttt) This pnlcct is a rcquircmcnt trl'thc
Mastcr ol Arts in Lcadcrshrp hrrgranr at Augsburg Collcgc. Minnr-apolis. MN.

Thc studv u,ill includc lnk-rvic$'s ancl/rrr sururys rvith cmploycr-s ol NI-OIVI. *ilh rrrrttcn
pcrmission Inrm thcm.
Thc study u,'ill includc inlil'matitrn about thc lcadcrship dcvcloprnr'lrl trainin-s pr'()st'ams pa\t, prcscnl ilnd luturc - ol NLOM.
Thc study uill includc Mrs. Fur'rsl's opinions and asscssmc-nts ol'Nt-OM's lcrdr-r'ship
clcvclopmcnt traininr plog1ll11r - pilst. plcscnt. and lutulc.

I unilcrstand that thc
Collcgc.

finll

projcct rvill bc availabh-- and acce-ssible to all in thc library at Augsbur-u

Drr,c Cokcr.
NL0M Executivc Dircctr)r

2T4l6RanclrUuad-Ashlarrd,Nf;

68tj0-1 .,102944.2544orto11 free888.656.6254.rruww.rrlonr,orq
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Appendix B

Special IRB Application for ML 5BB under Dr. Noonan's Approval
# 2015-45-4
You must also submit a permission letter from the organization you are
studying fthere is no form for that), a modified consent form fbased on the
consent template available at www.insideaugsburg.edu/lRB), your
survey/interview questions, recruitment letter. Where relevant, a
translator's confidentiality form, etc. Consult Professor Noonan if in doubt.

This simplified form will be used only because there is master approval for
this course
Name

_Casey

Fuers

Title of your project

:

Leadership Development Training in a mid-sized Midwestern Nonprofit

Description of your project:
Development of phase three of a leadership development program for a mid-sized
nonprofit.

Nature of Subjects/Participants: # and category ffor example, survey of 200
employees of corporation XYZ)
Survey of 9 past participants and their supervisors (a total of L1 people, as some of
the participants are also supervisors of other participants)

Will you be studying any special populations: children, undocumented
residents, elderly, disabled, etc. Please indicate:
None

How will you recruit participants?
I will invite them via personal contact and email.

willyouhaveasurvey?Focusgroup?Individualinterviews?-?
Note all that apply.
A survey, offered online and on paper...for the participant to decide which they want
to use

51

Appendix C
Consent form
Action Research Project IMLSBB) for Casey Fuerst
Under the supervision of Professor Norma Noonan, IRB# 2015-45-4
You are invited to participate in a research study conducted by Casey Fuerst, from
Augsburg College's Master of Arts in Leadership Program. I hope to learn the value
of the Leadership U program that you were a part of.

If you decide to participate, you will be asked to fill out a simple survey. The survey
will be provided ta you online and in a downloadable/printable format.

Any information that is obtained in connection with this study and that can be
identified with you will remain confidential and will be disclosed only with your
permission or as required by law. Subject identities will be kept anonymous by
using alternate names
Your participation is voluntary. Your decision whether or not to participate will not
affect your relationship with Nebraska Lutheran Outdoor Ministries. If you decide to
participate, you are free to withdraw your consent and discontinue participation at
any time without penalty.
If you have any questions about the study, please feel free to conta ct Casey at 952855-4635 or fuerst@augsburg.efu or Norma Noonan, project supervisor at
noonan@augsburg.edu. If you have questions regarding your rights as a research
subject, please contact the IRB URB@up.eduJ. You will be offered a copy of this
form to keep.

Your signature indicates that you have read and understand the information
provided above, that you willingly agree to participate, that you may withdraw your
consent at any time and discontinue participation without penalty, that you will
receive a copy of this form, and that you are not waiving any legal claims.

Name

Signature
Date
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Appendix D
Supervisor Survey Questions
Action Research Project IMLSBB)
Casey Fuerst

Before the program began, what did you hope your superviseefsJ would gain?

Do you believe that what your supervisee(sJ learned in this program improved
his/her ability to do their job? If yes, how so? If yes, which workshops were most

beneficial?

Did participation in this program have an effect on how your supervisee[s) relates
to other employees? If yes, how?

Did your supervisee[s) participation in this program or skills/knowledge gained
because of this program influence how others at NLOM viewed him/her? If yes,
how?

What should be changed in future offerings of Leadership

U?
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Appendix
Participant Survey Questions
Action Research Project (MLSBB)
Casey Fuerst

Before the program began, what did you hope to gain from your participation?

Do you believe that what you learned in this program improved your ability to do
your job? If yes, how so? If yes, which workshops were most beneficial?

Did participation in this program have any bearing on the Iongevity of employment
with NLOM? In otherwords, did you continue working for NLOM because of this
program - either during or after the completion?

What effect did your participation in this program have on the relationships you
have with other employees at NLOM?

How did your participation in this program change how you view leadership and
your role as a leader?

participation in this program and/or skills/assets you have
gained because of it have influenced how others view you? If yes, how?
Do you believe your

Have you used any of the knowledge or skills gained in this program outside of
NLOM? If yes, how?

What should be changed in future offerings of Leadership

U?

E
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Appendix
Leadership U Application
This completed application, along with two letters of reference forthe Leadership U
2013-2014 program are due to the Executive Director no later than February 1S, 2013.

A selection committee will consider applications. Selected applicants will be announced
late-February. The program will begin in March.

Name
Position within the organization
How long have you worked for the organization?
Please attach the answers to the followin q ouestions
a

How have your position and duties changed since you started working for this
organization?

a

How are you a leader in your job?

a

what do you see as obstacles to you being a leader in your job?

a

As you think about leaders you have known, what style of leadership do you
most admire?

a

How do you think others see you

- organizational

employees and/or others

outside of the organization?
I

As a member of the first class of Leadership U, what unique gifts would you
contribute to the class?

a

What do you hope to gain from participation in Leadership U?

a

What will the organization gain from your participation in Leadership U?

Please check the following boxes and sign below:

F
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@ I understand that should I be accepted as a student of Leadershtp U, lam committing
to the entire two-year program. Graduation from Leaderhship U and receiving the NBDC
Certification require full participation over the two year course period. And, further, I
understand that employment with this organization throughout the program is required to
be in the program.

@ Two letters of recommendation are enclosed with this application. The flrst is from
my supervisor; the second is from an unrelated source outside of my employment. Both
letters answer the questions, "Why should this person be considered for Leadership
Development program? What does he/she offer to the program? What do you think
he/she will gain?"
@ I understand that this organization is investing in me as a leader within the
organization and I am expected to respond with a full commitment to the program. I
understand that if I am accepted into Leadership U, lwill attend all workshops and
pafticipate fully. Time outside of the workshops and some of my working hours will be
required to fulfill assigned work. Exceptions to this will only be made in extreme
circumstances. My time spent on course work outside of my work schedule will not be
compensated.

Signature

Date
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Appendix G
Morgan curriculum

Leadership U for Camps Currlculum (draft

7-31-1s)

Delivered in six two-day'retreats'

Leadership & ldentity-who we are and what we value
session #1-Dependable strengths and core Convictions
Monday-Wednesday, April 6-8, 2015

o
o
r
.
.
.
.
.

Exploring Leadership and Your Sense of Calling
Developing Self-knowledge and Defining Strengths
Articulating Dependable Strengths
Defining Core Values
Examining Alternative Leadership Theories and Models
Building a Leadership Development Learning Community
Understanding our Lutheran Foundations
Understanding the Lutheran Camp Mission and Vision

Session #Z-Organizational Culture and Personal Goals
Tuesday-Thursday, October 6-8, 2015

.
.
.
.
r
o
o
.

Understanding0rganizationalsetting
ExploringOrganizationalCulture
Identifying Decision Making Style and Preferences
Exploring lnformation Processing Preferences with I Opt
Investigating Whole Leader Profiles
Defining Leadership Formation Goals
Defining and Framing Individual Project
Working with Mentors and Coaches

Leadership & Purpose-who we serve and how we serve them
Session #3-organizational [r/ission and stakeholder Needs
Tuesday-Thursday, January

e
o
.
.
.
.
.
.

19

-21, 2016

Developing Personal Mission Statement
Aligning Mission and Work
Articulating Desired Outcomes
Examining a Threefold Model of Organizational Life
ExploringlnterpersonalDynamics
Working through Cross-Cultural Competence and Anti-Racism
Understanding Who We Serve
Developing Advocacy Skills
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Session

#4-Team Capacity and Collaborative Outcomes

Tuesday-Thu rsday, - -, 2016

.
o
.
.
o
.
.
.

Nurturing Team Development
ExploringEmotional Intelligence
Enhancing Project Management Capability
Developing Leadership Formation Portfolios
Engaging Ethical Dilemmas
Exploring Risk Taking Capacity
Diagnosing and Resolving Conflict
Assessing Program Impact

Leadership & Stewardship-how we acquire and utilize resources
session #5-value-added Diagnosis and strategic Alignment
Tuesday-Thursday,

.
r
r
.
e
.
o
.

-

-, 2016

Developing a Continuous Improvement Perspective
Interpreting Research
Forming Strategy
Planning for Action
Strategizingfor Effectiveness
Developing Financial Statement Literacy
Seeking Project and Program Funding
Defining and Assessing Desired 0utcomes

Session #6-Creative Adaptation and Organizational Sustainability
, --, 2017
r Engaging Change
. Evaluating Programs
. Interpreting Research
Tuesday-Thursday

.
.
o
.
.

DevelopinglmplementationStrategies
Forming a Personal Board of Directors
Declaring Next Breakthrough Goal
Presenting Projects
Celebrating Completion

